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Control of ADP Resources in CIA 


Summary 


In 1977 the EXCOM adopted an ADP Resource Allocation 
System as a means of monitoring the use of ODP 
resources, Chargeback was considered and rejected in 
favor of this system. 


ca Eighty percent of ODP's resources covered by EXCOM 
review. ‘ 

-- Large (over $250K) component-budgeted projects 
reviewed. 


<a Follow-up system illuminates reasons for exceeding 
estimated needs for ADP support. 


-- Proposed investments in the ODP computer utility 
reviewed, 


Experience with the ADP Resource Allocation System over 
three year period has been good, 


Charging for ODP computer service in such an environment 
would only antagonize most users, 


-- The real trade-off: Innovation vs. Constraint. 
The real resource issue facing ODP is not computer 
capacity but the critical shortfall in personnel for 


application development. Our FY 1983 budget speaks to 
this problem. 
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Control of ADP Resources in CIA 


Background 


1. In 1977 the then DDCI asked the Comptroller and the 
D/ODP to make recommendations to the EXCOM concerning ways to 
improve top management's ability to plan for future ADP resource 
requirements and to monitor current use of ODP central services 
to ensure visibility to top management of issues arising from 
eontention for limited ODP resources. Chargeback was one of four 
options considered by the EXCOM to monitor and control the use of 


central services. It was rejected in favor of an ADP Resource 
Alloeation System. 


2. The arguments for and against chargeback are numerous 
and there is no one dominant reason to choose either overhead or 
chargeback as the means of allocating ODP costs. There is a 
philosophically complex problem at the heart of the issue. This 
Agency has always encouraged innovation in the use of its 
resources. An overhead system for allocating ODP costs certainly 
fosters innovation on our part and on the part of our users in 
the use of computer facilities. This is highly desirable as a 
means of improving the quality of intelligence production. This 
tends, of course, to encourage users to substitute "free" 
computer resources for other (including searce human) resources 
for which they must pay directly. The incentive then is to 
increase computer usage. The inevitable growth in ODP central 
services is perfectly predictable as a result. 


3. The EXCOM was convinced that the creation of a 
deliberate ADP budget during the Agency program review coupled 
with a systematic review of major ADP initiatives (new and 
ongoing) requiring ODP central services would provide a sound 
procedure to contol the use of ODP resources. 


The ADP Resource Allocation System 


4. The ADP Resource Allocation System in place today was 
adopted by the EXCOM for implementation starting with the Agency 
Budget for FY 1979. An ADP budget is established as-a part of 
the Agency program review process each fiseal year. In the 
formulation and prioritization of the Agency's budget, ADP 
resource requirements are evaluated within the context of 
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component and directorate responsibilities. In conjunction with 
its review of the Agency's Program Plan each year, the EXCOM 
focuses attention on the proposed functional uses of ADP and on 
proposed major ADP investments. Included are the following: 


fe) Component ADP activities which in the aggregate exceed 
$250 thousand of component budgeted resources. 


fo) New ADP initiatives identified in program plans. 
fo) Espero ten of ODP computing capacity. 
re) Impact, of the ZBB ranking process on requested ADP 


resources . 


5. In addition the EXCOM examines all projects estimated to 
consume $250 thousand of ODP resources in the upcoming fiscal 
year, thus effectively reviewing about 80% of ODP's service 
effort. This results in an EXCOM approved plan for the 
consumption of ODP resources for the fiscal year that is 
sensitive both to user needs and to the level of resources that 
ean be conmitted to the central ADP facility. (Because of 
uncertainties related to the appointment of a new management 
team, the EXCOM has not yet held its FY 81 ADP review.) As a 
means of monitoring the use of the central resource, ODP 
publishes a monthly Project Activity Report (PAR) which shows a 
detailed breakout by type of service (batch, data entry, labor, 
ete.) of the consumption of ODP services by every office and 
division of the Agency in terms of an accounting dollar charge. 
This report is sent to all office and directorate ADP Control 
Officers. In addition, we monitor the expenditure of actual vs. 
projected resource utilization and notify the O/Comptroller of 
any EXCOM-monitored ADP project that is going to overrun its 
projected use. The O/Comptroller requires a written explanation 
from the component of the reasons for the overrun. This process 
was amended in FY 1980 to require the reporting of major 
reductions (20% or more) in expected usage rates for reportable 
ADP projects to allow ODP to plan more effectively for the 
allocation of the unused capacity. 


Benefits of the Allocation Process 


6. The ADP Resource Allocation System provides the EXCOM 
with the necessary information concerning component plans for 
major ADP investments of their own (e.g., the NDS upgrade at 
NPIC, the CRAFT project for the DDO) and ODP plans for computer 
system upgrades and major projects to be supported with ODP 
resources. The ODP investments in the computer utility have been 
supported as a result and our ability to provide utility type 
services has never been better. The visibility afforded ODP by 
the process has been beneficial in obtaining top management 
endorsement of our plans, 
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7. We believe that the ADP Resource Allocation System is 
the appropriate vehicle for continued EXCOM involvement in the 
ADP process. Having obtained EXCOM approval for ODP plans to put 
computer capacity in place and component plans for use of ODP 
resources, chargeback has no role to play other than to heighten 
tensions between ODP and our users, stifle innovations such as 
SAFE, CRAFT, and the ODP sponsored standard terminal, jeopardize 
the funding for necessary and expensive administrative systems of 
Agencywide importance (e.g., PERSIGN, Payroll, ete.) and force 
uses to seek out ostensibly cheaper nonstandard ways of solving 
their ADP problems at a time when the entire computer industry is 
agreed that standards are essential to holding down costs. 


Effeets of Chargeback on Applications Devélopment 


8. The real problem we face centrally is the dramatic 
shortfall of application development resources to do what is 
needed. The ADP Resource Allocation System was not intended to 
address this issue. With the demand for new application 
development far in excess of the supply of qualified personnel in 
ODP, charging for even this type of service will still leave 
components who are able to pay waiting for help. This will, in 
turn, provide incentive for them to turn to outside contractors 
for software development that cannot wait for ODP. Such 
development would bring the added danger of nonstandard hard-to- 
maintain software which we would be asked to convert, or even 
worse for which standalone computer equipment would have to be 
purehased. This very serious shortfall in the supply side is the 
reason for the software development resource package of 35 
positions at the enhanced level in the FY 1983 budget of ODP. 
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12 March 1981 


Comments on Charge Back 


Positives 


l. The budget of the user will provide a control 
over ADP expenditures. 


2. Encourage off-hour, low priority scheduling - 
it will be cheaper. 


3. By the way--We now have a charge back system with 
our outlanders. We provide the body and the user 
pays with a real slot. 


4, Encourage use of different resources with pricing, 
i.e., cut paper vs. regular paper--high charge for 
tape setup and tape storage. 


ILLEGIB 
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Negatives 


If costs are not commercially competitive, 
users will take their business elsewhere. 


The algorithms for recovery are often complex, 
and therefore may not be consistent. 


Manpower and computer systems necessary to pull 
it off. It must have at least two additional 
people in MS, 


The rich users will get all they want, the poor 
ones will go back to the abacus. 


ODP has been successful in getting funds for CPU 
upgrades. I don't know how this will change the 
picture. 


The information stored in our data bases is an 


Agency resource--often used by more than one office. 
Budget limitations in one organization, may retard 


the effective use of computer systems in other 
organizations. 
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The following are some pros and cons on the subject of 


chakge back systems. 


PRO'S: ° Provide truer perspective on real costs to allow 


CIA to evaluate program pay-offs verses costs. 


° Clearly differentiate ODP sales verses overhead, 


allowing us to improve service and productivity. 


° Force measurement of real costs by ODP, sharpening 


our ability to estimate for new projects. 


° Take ODP out of any question of favoritism vis-a- 
vis other offices or staffs, and allow Agency 


to truly budget the services. 


° Will probably significantly reduce maintenance on 


marginal software when they have to pay for it. 


° Allow a more realistic tradeoff of ODP verses 


contract services. 


CON'S: ° In many cases, requires very significant budget 
adjustments of CIA components, probably not 
implementable until FY 84, considering 
impediments placed by comptrolling and audit 


processes. 


° Places ODP on a demand services basis, while 
we are still inflexible on hiring, adjusting 


machine environments, and talent mix and mobility. 
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CON'S: (Continued) 


° May orphan a number of systems which serve a 


lot of people a little bit. 
ea 


° Will directly impact our attempts to generalize 
applications, when we are cost accountable to 


one client. 


° Implies measuring and accounting which we cannot 


support with our present skills and tools. 


The major result of implementation of a charge-back system 
would seem to be the potential for increase regulation of the 
demand for service. That probably would occur but so too 
would a larger degree of dysfunctional discussion making. 

This would be especially there in the DDA where the offices 
like OL and OF are highly interdependent. | 

A charge-back system implies the ability over a require- 
ment to make resource discussion on a decentralized basis and 
also implies that the profit center would have the freedom to 
make investment discussions in support of the demand for 
services. Simply put, where today's customer has the right \ 
to request services in a charge-back environment, he would 
the right to demand services. Given our constraints on 
hiring personnel, that is, the time frame it takes to get 
someone onboard, it would be impossible to react to any 


shifts in demand without difficulties in adjustment. 
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Finally, I would conclude in saying that it would be a 
far simpler life if we, in fact, could conduct our operation 
as we would a commercial software enterprise. If we weea 
a profit center, or even a cost center, life would be much 
simpler. Many decisions would become almost automatic 
functions of sales profit. However, we do not have that 
luxury, nor do we even have the luxury of simple return on 
investment decisions that we would normally accrue to a 
corporate body in command of their funds. Our limitation 
on funding things at single year increments and having to 
budget three years in advance, places extraordinary limits 
on the flexibility of making capital investment decisions, 
whether that's in large software systems or hardware systems. 
It would seem to me that we would run the risk of becoming 
the other constraints we couldn't deliver. And yet each 
customer would be our captive to the extent that, for the 
most part, due to security reasons they wouldn't be allowed 


to shop around for competitive services. 
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° Any requirement for Offices to budget and pay for 
programming support would lead to more "quick and 


dirty" solution by home grown programmers. 


° Who would initiate multi user systems and from whose 


budget would they be funded. 


° Why not give the ADP Control Officer more clout to 


screen requirements. 


If we decentralize the budgeting and funding process 
why wouldn't the next step be to decentralize the 


resources (ie programmers). 
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MEMOZANDUe POR: Pueculive Aclvisory Group chanbos 
SUBIECL “os Contral Planning and Control vf Autewatic h oha bros onstag 


ENE 


UR Lele kOv 


In a 16 December 1976 weinorandum to Execurive Advisory Group (85G) 
menders, the DOCL defined four furciamental issues he wished the BAG to 
resolve in order to improve central management of aulomatic data pro+ 
cessing (ADP) within CIA, He asked the Coxptroller and the Director of 
Data Processing to make joint recucnandations at the next EAG session on 

r 


ADP with respect to the first two issues, which wece these: \ 


uw Fi ‘3 7 Par a. ‘. = a] zt * 
First, how can we monitor current month-by-month use of the centra 
services Seanad by the Office of Data Processing (ODP) in such 

way as to ensur beatae to too management of the wsuny demands 


e 
a levied on ODP by Agency components and permit Agency-level 
decisions to ba-‘made on priorities when contentions for J tinited UDP 
resources arise? ‘Tne proposed ADP Rosource Allocation System which 
the Director of ODP suntarized for us (at the NOVO OL BAG moat Inys 
on ADP) represents one way we infght accomplish this. 5; f 
options are there? I want the Otrfice of the Castes and GoP to 

a 


outline the opticns availeble to us so that we may decide wrung them. 


Second, what can be done to iisprove top management 's aoility Lo pla 
for future ADP resource cequirements so that we may assure ourselve 
cunat the large ADP budget increases we are experiencing are in the 
overall interests of the Agency? How can the key ADP invest 
tesues we face be brougnt forward for top a want vey 3 
we jway establish guidance for the cuaget planr Pay mrourss? T would 
like the epee to review existing ADP program ce pron 
cecures and suuyest changes wuich would usprove our avility te focus 
on major ADP ieee rode issues-~including these which do not fall 
under COP's jurisdiction, as well as those which do. ‘nis snould be 
jione for the sane LAG meeting. 


Tn his weno, the DOCI wointed out that Guring the ry 14978 budget reviow 
tne Committee on Foreign Intelligence (CET) and the Office of Management and 
Budget (ORB) had said that central inanagenent of the Agency's ADE activity 


should oe improved, ‘fhe cuts they Jiroosed were in fact specifically in- 

im ee stimulate such imoroverent, This point wis reinforced on 

Yy wary 1977 ehen the Policy Review Comittee (PRC), successor to 

t ss included the following admonition within its FY 1975 guidance 

t "Give greater emphasis to eo eae OF ADP rossurces and provide 

S Management with the means of reviewing ADP justifications froia 

a point of view." ” ILLEGIB 
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fnere seems 1 ba mo eee Chae. Ae ROI AS GL sees ST a Cees 
and control of “the use of ADP resources are neces: . 
is the deyree to which confral planning and contrel 1s 


ane nope, 


extent to which EAG meibers are able to devote time to roe angait, 


PLANNING (Issue # 2 above) 


In an examination of alternatives, it is best, to begin with the 
eco).d issu2 identified by the DoCI;-planning. Planning is prelisinary 
to inonitoring, and it encompasses a larger senere of ADP activity. ‘whe 
first issue--one of control--focuses exclusively on the cunt:sl cervices 
provided by ODP, which are essentially “free" to Ajyency comoOonent:s ceqhasi ing 
thein and are therefore unconstrained by the limited resources of «he | 
conponents themselves 


ia 


Planning is geared to the budgetary process. 


& 


ny Ne. Aue _Bodget™ 
As things stand, the Agency's “AvP budget" do vs not really represent a 
coherent budget or proyram at all. It is merely @ swomary--a set of totals 
which are put together each year by the Office of the Comptroller from 
special ADP schedules submitted by CIA components prior to sebereaeearys ti of 
the CIA budget to OMB in October. ‘his year an ADP. Sumna 
to Congress as well (at its renewed request), in the sa 
format. 


Our ADP budget is also rether arbitrary in nature, as tie result o£ 
technological pregress which is making it increasingly difficult to detine 
Clearly what constitutes "ADP." For ie eect nose WPRIC computers 


S 
are excluded from the ADP totals. _OCR's project Ap (to store Gocuments 
in an automated micrographics sees We also excluded, alt it is 
menaged by ODP and although ISS incluses a similar project (3521C) wichin 

| 


the ADP totals. Separating the ADP portions of cur SIGINT, coacrunications, 
printing, and word-processing activity hes proven to be difficult, It has 
also been difficult in many instances to decide how poople who perform ADP 
tasks should be identified in the CIA budget. For example, Love : 
analysts ace now programing on their own desk-siG2 computer t-arin 

Are they analysts who program, or are they couputer prograsnercs who analyze? 


Deficiencies notwithstanding, the Agency's Abe budget, following cuts 
by the CFI and Om for «Y 1978 (Sl°million across Lhe board and $1.7 million 
for SAFE) shows that ADP expenditures are not only continuing to increase 
steadily, but are consuming an ever-increasing portion of the Agency's total 
Budget: 
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a. ‘Ine definition prodlem, wonklened above, is very troublesome, 
particularly as ADP becomes an increesingly integral part cf 
any of the things we do on a decentralized basis. 


Jecisions involve technical conplexity which often hinders 


presentation of key issues to general Managers in under 
standable terms. 


c. ‘ihe ADP budget is made vp of numerous bits and pi es which are 
aifficult to aggregate for clear-cut decis jon-making; yet it 
is not enough to review only the large projects if cuiulative 
cvowth is to be seccessfully ¢ controlled. 


‘ 


‘ a. The use of existing ADP systems, the need to effect isprovenents 
\ ? 
in thom, and the rany woderate initiatives which typically arise 
. Curing the operating year have oroven very difficult to predict 


with any sovcificity two years in advance for the norinal program 


rev i Ow process. 


Throrsstion 


ne above problems will naver be comlet ely surmounlanle. “Hewever, 
information regarGing planned ADP activ Jty, properly presented in 


i 
better 
a form «hich can be understood by central enagement, can go a long way 


toward their alleviation. 


Me 


A sidgnificank sten has already been taken in this cogeard: ‘Tne FY 
1979 Program Call, for the first time, requests (1) that all reseurce 
packejes submitted by canponents this Spring include a statement of 
their ADP reauirerents (funds and positions), (2) that cozeenents submit 
ADP cacraries for the June ceview mrocess (as well as for O%8 and Congress), 
(3) chat ADP recuirements be included in components! five-year projections, 
and (4) that rece ‘ements for new systems be fully explained and justifsed 
/ within projram packages : 
-Rasic information, therefore, previously unavailable at review tine, 
will now become centra tly available from progran submissions. This datz 
can e constructed by the Office of the Ccenptrol ler into a suecial presen- 
tation, within tine haency Progran Book, for EAG discussion and DDCL decision. 
the ovestion remains one of scope. Certainly, the FAG will wish to 
re the overall ADP totals and the general thrust of our Agency-wide 
activity. Beyond that, the HAG may choose to perform little edditicnal 
review, to Girect Forther attention to significant program elements, or 


to examine the enkire ADP porearam in some detail. 
2,3 Planning Cptions 


Vore ‘smecificelly, thece are four tbusic ceptions: 


rN No TT a me Be f 


espe ante 
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Limit EAG revicw to a broad overview of the FY 1979 ADP program which 
will be formed from the individual proposals of Cee Agony Cons 
ponents, concentrating on sucn things as comparisons with EY 1978, 
directorate shares, and broad functional brenkdowns of use (¢e.g., 

for administration, imagery, SIGINT, namechecking, intelligence 
analysis). While this may sound like very little, 1 would in 

fact represent a significant departure from the past, in which 

na such review has been undertaken, ‘rhe disadvantage of this minimal 
effort is that it provides very limited ability for trie HAG to 
modify the ADP budget intelligently or to appraise any trade-offs 
properly. This approach would consciously perpetuate the curxrent 
delegation of ADP decisions to the directorates and offices, ab. 
least for the time being. 


. iE: 7 
Lion 2 o 
& 
Tn addition to the above, the EAG would focus its ettentson ugon 
the most important elements of the progran: SArH, 6PTC Now Data 


System, ODP's expansion plans, and any important new projects iden- 
tified by the resource. pac ages 


Option 3 


Tne EAG would concentrat Gert ienally upon the ke 
the other Sick ents spending more than 3250 inouse 
OL, OCR, CSO, OS, OWE, ODE, ve ORD, as set forth a 
the approximately 2U projects run for various je ioneate a OOP 
which are eas ocl by One's best estimates, to cast iore tha 


4 
$250 thousand in the progrem year. Another threshold might be chosen, 
- og 


but this one is convenient and would permit close scrutiny of about 
70 percent o£ the ADP budget. 


ent 
bs 


~ 


cr 


ution 4 ; - 
The EAG would examine the entire projected SOP budyek, which would 
be presented, insofar as possible, in terms of understar:i 

jects, conveniently ajjregated and highlighted (e. 
personnel system, the accounting syscem, ctc.). 


Iga 
i 


1y Sa \a 


No sdditional resources are required to exercise any of U 


tions, exceot that asing amounts of managerial tiie on the pact of 
OOP, the Office of the ae rete ree and BAG members themselves would ob- 


viously be involved. 


encation | 


Option 3 is re ended,  Pocusiing upon the 
iesne3! de aopears bis cee best 


, } the expressed 
| eres oe eyes = _ Bo. areata int SP aes ante Bit ES ton! eng oem = x ya 
Lys Seaceinent of the issue above. Gye ous 1. aia oe 
eveusna, though ostion 2 would provide a respect 


iis eal 
e's, a 
5. H 
ae, ‘owe 

Sec PRG. Su. frag Bxcig aaa 2 . va pee a 
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year. Option 4 is problematic, in that Qoe's 50 percent of the ADP bidqet 
cannot be broken devwn cy by project or coven by using peers Lvo 


years in edvance and is best manaaed can 3a control mechanion which 
functions throughout ce operating year, discussed hclow. 


Option 3 would allew the FAG in June to set deliberate ADP prograin 
totals, to agree upon functional avolication areas which should receive 
emphasis, to make realistic resource adjustments among the Jerae ADP 
projects as necessary, to curtail any project initiabives tuhich avcear 
to rewuire further study, and to review ODP exnansion plans. ‘This approach 
would also best complement the option recommenicd in the following section 
to control requirements for the use of COP's central services. 


, Whichever option the BAG selects, the planning process should be 
augmented during next yeac's (PY 1980) prouram review orecess through 
FAG consideration of ADP es a key tonic for the provision of guidance 
prior to oregram preparation by individval Agency ccmponenis in the Spring 
of 1978. 


nning has been discussed above exclusively within @ program 
zayerary context, because that is the way the planning issue was 
reserving Conicatat ion of ADP oraanizational issues (the latter 
ssues defined by the bDCI in the ebove-cited meworardun) for dis- 
mat the next PAG meeting on ADP. Mevertheless, it js important 

7 should involve more than 
j-and budaeting if ADP is to be kept cost effective 


progretmir: 


we Kcenly feel the need for an inter-directorate ADP policy planning 
committe: which would fenee 1D just below the EsG level. Prior to EAG 
consideration of quisance for the FY 1980 program, this coamittee would 
nold a series Of inmeelinas oe discuss Aqency-wide ADP goals, issues, oppor- 
tunities end. priorities, and to preduce a multi-year plan é 2s a basis for 


the s) aent establisrment,o£f EAG policy guidence. ‘The comrittee could 
also ve a role within the bucjetary process itself next year by meeting 
tor 4 “he oresentation of ADP in the Agency Program Book impediately 
prior the EAG review itself. It would certainly find other opportune 
tiires 


"cect as it becomes established. 

This comniktee, we suggest, wourd probably best be ccwposed of the 
Girectors or deputy directors OE the najor offices using ADP (NPIC, OCR, 
and 3153), would include reprasentatives from CC, OL, OS, ORD, Cas/Cen., 
and the O/Compt., and would be chaired by the Director of Data Processing. 


We believe the EAG should withho 
ian howover, until the next BAG 
elated 4b? organizational issues. 


ld decisicn on this particular 
S jon on ADP, wnich will discuss 


oe : er a eer ac ee eae os a ee em eg nee 
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MPRA, SERVICES (Tssue #) above) 


his section will address the first issue identified by the Doct-— 
that OF devas 


sing a@ icans Of monitoring the current month-bycronth use 
of contral ADP services provided by OoP. 


Tnt 1Odue Fon 


These services represent a finite resource which is norieally accpired 
in large blocks because of cconomies of scale and limitations of the hacdware 
sizes that are available. ‘The capacity of our hardware systems does not 
represent a hard limit on how reach work any given system can sccomnodate. 
They will accept an overload, but service degrades and Backloys occur. 
During overload periods service becomes inadequate and unacceptable, 


Reserve capa sae is Eeeee plenned when new vystems are acguired in 
order to satisfy peak workloads and provide for growth. Shere are sone 
views in the Agency that this reserve capacity should be used just because 
it is there, it is paid for, and it is “free.” paisa fae this reserve 
capacity gets Copa niece -it hastons the Gay when a larg system mst be 
procured, The mest effective way that major hardware Seance for 
central services can be controlled is to control the use of current system 
capacity and the rate et which reserve capacity is c : 


Accordingly, it is our view that senior jmanagevent nec -ds to do inore 
then monitor monih-to-twonth use of central services. (Tt has been able 
a 1so 
i Pe ee | 


-o do that since !i¥73, as explained below.) Genior management must a 
ontrok tne month-to-month use of central services. 


ant System of f Monitoring 


my 


Aetivity Report to cach office using central services. This report, which 
was Forwarded to office directors, contained detailed csarges for cach of 
the services at the project level. In FY i974 a Resource Allocation System 
was apsroved by the Agency Management Coraittee to improve inanagenent control 
over the use of central services, This system was unsuccessful TauUSe 

no clear responsibility was established for review and control of central 
services. Therefore in FY 1975 office ard directorate ADP Control Officers 
sions of central services at 


At the beginning of FY 1973 OpP started distributing a ronthly Project 


are 


ignated to review requests for 
-he bayinning of the fiscal year and & ; 
yoar., However, cee Resource Allocation System was not continecd in FY LY¥75 
beacause the Couptroller was not able to reach an ayreement with the direc- 
torates on reducing their requiresents for OOP services to the available 
capacity. (It turned out that tne components! projected requirements were 
overstated end the actual workload was within the existing cepacity.) 


Currently, ionthly reoocts showing the consumption of OUP services 
by cacn of 41 ROY, offices end Givisions are preduced.- For example, it 
is possible to determine how aach of the service given to the Office of 
Finance went to the Pinasejal fesources System. 


‘) 
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Officers. They are cxpected to review their coinponents' use of OP 
services and to determine whether the level ‘of SCLV Lees UGGd stag: pas Lied ; 

3.3 Options for Monitoring and Control. 


There are many ways to build a system for management to monitor and 
control the use of central services, Some options only provide a mon boring 
capability, « such as the current system, which shows what level Of ADP services 
is provided to each component. Other options would provide an Opportunity 
for EGY Managevient to control eg well as imonitor. For examole, inanagenent 
could place specific limits on the level of services to be provided to each 
comonent and hee monitor the use of these services. Also jwanageient 
could review and approve ssecific projects requiring ADP service to ensure 
that their use of ADP services is justified. Another cotion would provide 
for cowgonent managrnent itself to control the use of ADP services by 
budgeting for ADP services and paying for services rendeced. Under this 


ALIA 
option éAgency—lovel nanaycment could review and control as he Agency's 
Program is being developed. . 

Tt 18 very luportant to understand that whichever option is chosen 
to monitor and control, its effectiveness will be Cireek by proporksenal to 

: the aisouat of management time that is allocated. FPurthersore, the apt ton 

chosen should have a link to the planning/mdygeting process. ‘The provider 
Or central AP services, O9P, should not ba expected to control the mamer 


in which the service is used. because this would pluce ODP in a conflict of 
Interest Situation. Instead, control should be effected by Lhe seae 
Ianagers who Sree eceiving Justification and controlling-the use of other 
Agency resources. 


3.4 Spee ae Onotions 


Sees al 0 Sd mtn Vira pe, Saas Co ae is eos, 
One Dee opti ons for monitoring and control are exited helow. 
sta : alone or could be combined with another option 


n 
a strong feature, Several variations of each v.2sie 


Bie oT ise 


ae bake pea rage of 


US Of Trends” in: n Monthly U: Use (Option 1) 


“The existing Project Activity Report would be provided, which tneludes 
Acency canpenent and pri IS report shows the mergower and 

conputer fectlities used during the previous month and totals 
fiscel yoar. In addition, a narrative analysis would discuss stonifiies 
chanyes irom previous months in terms of service provided to major use 
as well as the total amount of service provided to all users, Suna 
Of the data distributed could be revicwed in the imonthly Comgtroller's 

meeting 1€ desired. ‘The information provided by this option is alter-the- 
fact end no limitations would be placed on the level of service ConpOnents 


CAA Ge, 
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3.4.2 Researes Allocation (Cotion 2) 
yomey Coomoncenks would be annually allocated a level of AUP service 
by the Conptroiler., ‘ne level would be based on the previous consumption 
rate plc any wajor new rexjuiceiments. By Limiting the allocation, the 
consulngiion Of reserve ANP capacity could be controlled. During the 
allscation process pon) priorities could be oxamined hy the 
Controller, Konathly reports on actual consusotion rates would be provider 
by GDP. PSG reports onl be reviewed during the mont Rly ¢ Comokroller's 
Wesel ings and a provision to meet unexpected needs would be proviced by 
cation decisions. Service could be terminated if an allocation 
is excreded unless managenent decides otherwise. ‘nis ception could orovide 
a positive control over growth, 


fA ce fe 


Roeialyy Major users would express reqirements in the form o£ 
ee Sects" wich would state the level BE service necded. fach project 
ula a 50 include a statement of why sec vice is necded with the justifi- 


a Cred oe: the cei uoncnk s oe would be presented to the 
EAG for veviow. ‘The bAG would bbe advi: or centcal service con 

: acct ake proposed project is without expansion. hen the RAG would either 
approve or disapprove the projects and could set priorities. The existing 
Pros: SCoivity Report could be used to monitor Po-gontn activity. 


by the projects 
Lf desired, 


Tn < Pon, special monthly revorts on actual ca 


wich had been reviewed and validated cculd be prev 


aa 
(Gotion 4) 


e schedule for the various central services it 
The schedule would be structured to ussure recsunible stability 
Tne nts would include funds in their budgets For 
ng central ADP GOS sche TEST She Panes Ati tae Geol are or 
cal year a PRAKLyoe account for these central services would be 
m0: Lor oeach Co: wnt. Kontaly reports would bea provided to 
shoving their ysuTption and balance. Capital outlays for isajor 
wenk prosably snould not be included in the rate scnsxule | S 
blished. ‘Pherefore, GoeP vould Liev yet 


a eee fund could be esta 
for major ¢ouipient additions. 


duscribed cbove are conpared below in terms o£ strenut 
following areas: 


a senior manegement itonitoring of month-to-ronth use of central 
ADP services; : 


9. senior mangement control of priorities und arosth; 


menefits of OP use; 


c. Visibility of 


pee 6 Pee wey lowe - ie ha! ee 
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d. link to ploantag and budgeting process; and ' 
@. Cost to establish ater acnini ster. 


Option 1: Analysis of ‘frends in vonthiy Use 


This option provides good visibility of month-to-month use of all 


services but it is after-the-fact. There is no opportunity for vanagcncen 
to control use. It is nok possible to determine the cost/benefit be 


an investment has been sade in a system. ais option could be used 
resolve short-teorin priority issues but it Goes not provide a link to 
planning and budgeting. ‘Ynere would be no additional costs to imp) canon 
and administer this system except for the time reguired by sermlor wunagt rant 
Lo review the monthly Laee Bees 


Resource Allocation 


1s option provides good visibility and the epoortunity to control 
the office or division level. .'fhe main value would be to control 
@ at which reserve ANP capacity 38 consumed. here would nok be 
Mal ABP cepecity. This 
pugs. Jt doos not provic 


ink to planning and budgeting for additio 
sed to resolve short-term priority 
cy visibility for cost/oenefit comparisons, ‘Tre cost and 
“plement this system would be minimal except for the time used 
for monthly review. 
{ 
OGIO AS Project Review = 


fhis option provides complete visibility of the te vel of AD2 resources 
recived each mayor application. The benetits derived by the use 
office From the use of as resource ld be clearly ldgenbilies 
well as the tispact of each avolicetisn on the ane! Of the ue: 
rooouree, jeieete woula have the opportunity to control 
ADP resources with the full knowledge of the ivpact of appLloval suis 
on iSsion of the user component. The consuinption of ADP 2 
approved sajor eyplications could be monitored on a month-to- 
Project Review could be readily linked to t 
deseriood in the PLANNING section above. 
initially include eporoxinately 24 hours of senior management ent ty 
tine to review and validate carrenkt major apolicali¢ns. Theveatler nag’ 
less time would be required to review new projects and previously auorovad 
projects with Signiticent increased requirements. In addition, chere would 
be neavy involvement by user OG as and OSP in preparing project information 
for management review, Vhis is the only cotion that provides senior 
management with ¢ eed Lo ceview ADP: justification [Cron a weer polnk of view, 
in accordance wilh PRC guidance for PY 1979. ‘Lhe time For implementation 
would be Four inontns. 


Selo) 


planning and pric 
rhe costs to lmplescnt wv 


BE 


10 


par " - 
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This provides visibility and the appertunity for Wanatgons nt eontrol 
Guring the budget process. PBeeause it places full responsi ane: on usirg 

Ynks, Tt would require a minimum amount of seortor Qegement tino, 
In «addition, it could provide inany of the advantage 25 Of Cation 3, Project 
Review, above, but there is danger that resources for RDP would becene 
buried in the overall budget. Because of the mncertainties this opticn 
could introduce tnto ODP p) amning ¢ and pce eting, realations probaly 
shostd be published prohibiting user cosponents "froin ebbaining services 
EUG other sources for a three to five year Jee unttl the Chargebe 
system has a chance to stabilize. Tie cest to develop and implenont we 
a aan $460,000, including five workyears of development, and the coast 
vinister would include at least four full-time posthions in ObP 
plus anual computer facility operating costs of $150,000. Additional 
would be required in each user component. The time to implesent 
ceed one year. 


Rocco inenlat Lon 

Projeck Review (Option 3), coupled with the mlanni 
rece.mmernded above, represents the most practical and eti 
to rineging the grcewth o£ central ADP services int 
Allecation (Gptioen 2), ye less effective as a plannine 
provide for effective near-term growth control. 

{ 

‘TON PLAN POR RECOM 


She Agony 
3 


MDED ACTIONS 


Woe recormend that the FAG: 


ceblish a deliberate ADP budget during the pee cy program 
review in vune--focusing broadly on Functional use of ADP, 

on the Rey corputer projects of Agency COLO: 4s hat will 
spend over $250 thousand on ADP Guring the prourem year, on 
CDP -supported. projects which are — to cost cover $250 
thousand, on OLP e©xpaasion ple ans Riles on any Bs portant mew 
projects identified by cong j é 


a. ES 


b. During the cperating year, perform a thoreudh, Syst omaLlc ravlew 
Of the cost effectiveness of all major projects which are 
curre: “an ly supported by ODR's central ‘services--to bic 
in a briet, understandable Forizat so that justifications ray 
D2 appreciated from a managerial point of viow. 
These two reccsanendations should serve to satisfy ae our hudget 
oxerriners and ourselves that the Agency has revicwed major ADP inv ent 


Sos I cencaplisiing tes PY 42079 sr creranr and Soild Seine a sound 


pros. dure to control the use of © OP's contral Services. 


phir Mas 
1 . -f 
oe Eee 


2 
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‘a Rave avoided detailed elaboration of our recommendabicas aad of 
the other options wo have presented in order that the BAG insy decide «rong 
them with a iminimum of complication. Much work will have to be done to 
arrive at a precise means of tmplewentation following the receipt of EAS 
direction. We envision, however, this timetable 1f the BAG accepks our 
two recoinendations: 


Mpril-July 1977 Development of project review system and 
of project presentations by ODP with the 
participation of user components; 


may 1977 Comptroller preparation for BAG reviow of 
FY 1979 ADP pregram; 


June 1977 BAG session on ADP program (within the 
context of sessions on the total Agency 
program); 


hugest- 24 hours of FAG meeting time to review 
Neventber 1977 ODP--supported projects; 


Decenver 1977. EAG provision of guidance on ADP for PY 
1980 program preparation (within tse context 
of guidance for the total Agency program); 


1978 { Same schedule, but wach less of an BAG worklaad, 
since the FAG reviow of ODP -supported projects 


would concentrate on new initiatives and on 
needs for significantly increased resource 25X14 
requirements. 


¥ ° - walt TH. Jay. 


LLEDTO Fe PiCh ey 
: Bee : : 
' Director of patagprpeessing Comptroller 


Smee Rk wt or re ast & Ei bie ie. Se .° ” » od ee ee Shas Thin, gaat Set ies 
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ODP 637-77 
5 April 1977 


ne 


MEMORANDUM FOR: Executive Advisory Group Members 


Definitions ot ADP and ADP Pergconnel 


SUR JECT 


1. S JAN DRY 


Surmarized below are the present definitions of ADP 
systems and ADP personnel that can be found in authoritative 


reqiiations applicable to CTA, Paragraph 5. presents, for 
PAG “approval, the efinitions consistent with these regu- 


lations that eee to be most suiteble for the purposes 
of planning, budgeting, and management control of ADP in 
CLA. 


Ze BACKGROUND 


, 


The basic law fron which all policies, regulations, and 
guidelines in gevernment-wide ADP procurement and macageient 
derive is Pubic Law ears or the Src (Gated October 
1965). Derivative from the Brooks Bill are three guvernment— 

: > 


ire) 
oO 
~ 


1 


wide policy directives of interest i ER 


Ciroular 74-2 (FMC 74-2) 
a cc NOTE. in for mat ion 
system. This policy and criteria 
for the continuing development of nagenent info:ration 
system (MIS) containing inventory, fioetionual use, and 
Financial management data on Federal Agency ADP syst ‘ 
ederal Regulations 


circular prescribes 


(FMC 74-2 is codified in the Code of 
as 34 CFR 281). 


b. SSA's i Circular 74-5 (FNC 74-5) 
dated July 30, 1 at eee “Gstablishes policies 
for the management, acquisition, and utilization of ADP 
equipment (ADPE), software, maintenance, ADP-related ser- 
vices, and supplies. (PMC 74-5 is codified in the Code 


of Federal Regulations 2s 34 CFR 282). 


om OMB's Circular AAP) gaked, duly 167 19764 aeals 
with guidance for the preparation and submission of 
budcet estimates. A-1l1l requests data for federal agencies 
on the acouisition, operation, end ure of “dD — 


Mees 2 +s . ao on : is - a: Fae 
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FMC 74-2 and FMC 74-5 provide definitions on ADP equip 
ment, while ee A-J1l provides a framework For a definition 
of ADP personnel. 


3-0 _AVATLABLE DEFINITIONS 
a. FMC 74-2 provides the following definition 
for ADP equipment: 


ADPE includes "“ceneral purpose and special purioue 
(built to Government specifications) electronic 
data processing equipment and punchcard accountini 
machines irres spective of use, application, or 
SOUrce of funding." 


For the purpose of reporting, however, the KC 
exempts analog computers (but not the digital por!ion 
’ of a hybrid system) and ADP equipment "which is bith 
integral to a ccmbat weapon or space system, and 
built or modified to special Government design.’ 
A partial exemption from reporting is also proviard 
for control system equipment, defined as "ADP equipn 
ment which is an integral part of a total facility 
or laryer complex of equipment and has the primary 
purpose of controlling, monitoring, analyzing, Or 
measuring a process or other equipzent. 
{ 
b. PMC 74-5 provides the following definition of 
ADPE: 
1 1 
"Automatic data processing equipment (ADPE) mean 
ceneral purpose comercial ly available, en). Tss= 
produced automatic data proce ose ceompon n 
the hardware systems created from them regardless 
of use, size, capacity, or price ae ay sic 
to be applied to the solution or processing of a 
variety of problems or applications Baa are not 
specifically designed (not configured) for any 
specific applications. It includes: 
"a) Digital, analog, or hybrid computer egui 27 
ment; and/or 


7 "b) Auxiliary or accessoral equipment such «S$ 
plotters, tape cleaners, tape testers, 
source data automation recording equipr, At 
(optical character recognition equipmen?:, 
paper tape typewriters, magnetic tape cr: 
ridge typewriters, and other data Accu -iLon 
devices), to be used in support of digit +l, 


a ala a SE predic: See RBaatias ve pee sath Sek We tote tae wes 


* 


” nome es 
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analog, or hybrid computer cquinment, either 
cable connected, wire connected, or self- 
standing and whether selected or acquired 
with a computer, or separately; and/or 


c) Punched card accounting mnrachines (PCAM) 
used in conjunction with or independently 
of digital, analog, or hybrid computers, 
and 


"d) Data transmission or eermunications equip- 
ent that is selected and acquired solely 
or primaridy for use with a configuration 
of ADPE which includes an electronic 
computer," 


. 


* Ge OMB Circular A-ll refers to the definition in 
FMC 74-2 for ADPE. On the subject of ADP personnel, 
A-1ll, however, Goes provide guidence. For ee purjose 
of budget reporting, ayencies should use their cwn 
. "work distribution system relative to ADP" On; in 
the absence of such systems, A-11 provides guidelines 
that can be paraphrased es follows: ASP personnel 
are those individuals connected with ADP or ADP- 
elated support functions (e.g., ADP policy and 
nenegencat officials systems development and Over 
atidéns personnel, Seer ee arial support, etc.). In- 
cluded are personnel from ADP user organizations 
"principally assigned to ADP svpport functions for 
the user organization." However, persennel in user 
organizations "who siinply use ADP incidental to the 
performance of their primary function" are not to be 
considered ADP personnel. 


4, DISCUSSION 


The definitions of ADPE aS presented in FMC 74-2 (with 
d exclusions) and in FMC 74-5, are generally consistent. 
23 ye 


a Leve, however, that the FMC 74-5 definition is preferable 
for he following reasons: 


FMC 74-5 specifically includes the gamut of 
pe vipherals, analog and hybrid computers. 


ry 


murpose and special purpose hardware that, we believe, i 
more applicable in the Agency environment. FMC 74-5 in- 
, under ADPE, specifically eee general 
purpose coanputers, whereas FMC 74-2 does not address 
issue, FMC 74-5 excludes From the ADPE category 


b. FMC 74-5 makes a clear distinction between general 
S 


Wg te 10 fing Boab Ap an anew oe was » d ‘ “ acy cond see 
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specifically designed hardware used for a specific appli- 


cation; FMC 74-2 treats this topic more narrowly, only 
: excluding control systems and weapon~- and space-related 
: hardware 


The definition of ADP personnel given in A-1l is con- 
sidered useful and appropriate for Agency purposes. 


The problem area in the A-]1l definition is the inclusion 
of user organization personnel who are "principally assigned 
to ADP support functions." Disputes as to whether personnel 
should be described as principally assigned to ADP support or 
to analytic or some other type of support for the user yroup 
would essentially have to be resolved on a case~by-case basis. 
Ultimately, some degree of imprecision is ‘probably unavoidable 
in definitions of this type. But what is clear from the A-11 
guidelines is that "ADP personnel," by Cefinition, can and 
do exist outside the confines of the centralized ADP sexvice. 


: Bis RECOMMENDATIONS 


For purposes of ADP planning, budgeting, and manéyement 
control in CEA, it 28 recommended that « following definitions 
be approved: 


ay: ADP Equipment 

Automatic data processing equipment (ADPE) 
means general purpose commercially avallable, and ina 
produced automatic data processing components and t 
hardware systems created from them ee aa arias 1 
size, capacity, or price that are designed to be applied 
to the solution or processing of a Gan ees of probl 2s 
er applications. ADPE does not include specifically 
Gesigned equipment intended for a crear application, 
or a ccmponent of a general purpcse conputer system 
which is imbeded in a larger equipment rsbem intende 
to satisfy a specific application. 


ier 


b. ADP Personnel 


_ 


ADP Personnel are those individuals connected 
with ADP or ADP-related support functions (e.g., ADP 
policy and management See ciale, systems development, 
applications development, and operations personnel, etc.), 
Included are personnel from ADP user organizations 
orincipally assigned to ADP support Functions in support 


s 
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Skhers an Mya wser organization... Mowever,. porsennelL 
user organizations who sirply use ADP incidental 

the performance of their primary function are not 
be considered ADP personnel. 


25X1 


Claret To c 
Director of ata. ip oe erent 
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ROUTING AND RECORD SHEET 


"SUBJECT: (Optional) 


Control (of ADP Resources in CIA 


p/ope/cDA 
£-D-00 Has. 


FROM: - "EXTENSION 


STA 


DATE 


24 MAR 1981. 


TO: “(Officer dedipnation, room eonibar ivi 


DATE 
building) a 


COMMENTS (Number each comment to show from whom 
to whom. Drow a line across column ofter each comment.} 


OFFICER'S 
INITIALS 


RECEIVED 


FORWARDED 


Bill: 


Attached is a brief report o 
the the ADP Resource Alloca- 
tion System, including a few 
words of background and de- 
scription of the way the 
system works and a bit about 
its benefits. It closes wit 
a paragraph on the re- 
lationship between chargebac 
“| and our mejor resource prob- 
lem, which is, of course, 
availability of personnel 
applicaticns development. 
have also prepared a brief 
summary with a series of 
~ | bullets highlighting the mai 
points. 


If this.dces not meet your 
needs or if yau want us to 
expand upon any of the point 
made here, please let me. 


Ukriow. 


As noted parenthetically in 
paragraph 5, because of un- 
certainty relating to the 
role of the Executive Com- 
mittee under the Agency's ne 
management, we have not yet 
had the opportunity to 
present ovr annual ADP repor 
for 1981 to the Executive 
Committee. 


| 40. 


V3. —_ 
fs/ Eruso v. est sit 


Bruce Johnson 


Att: a/s 


FORM 610 “ESREIS" 
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